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ABSTRACT 

In 1972, a group of French universities began a joint 
project under the aegis of the Centre for Educational Research and 
Innovation. Cciamon concerns of the universities - specifically, the 
rising cost of education, the need for assessing effectiveness and 
efficiency cf programs, and a 1968 law giving increased autonomy to 
French universities - led to a study seeking to create the first 
methodological instruments of modern university management based on 
the preparation of activities and systematic control of their 
performance. Since the group's needs and organizational structures 
were different from those addressed by most foreign studies, and lack 
of information was a significant problem, the French universities 
decided to concentrate on calculating costs of their final outputs: 
instruction and research. The costs considered were: personnel, 
capital, operating, and student aid costs. Several kinds of budgetary 
ccntrol and the application of a simulation model are recommended for 
management of French universities. (MSE) 
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With the agreement of the French Ministry 
of Education and the effective support of the 
Standing Conference of University Presidents, the 
CERI Secretariat invited the French universities 
in the spring of 1972 to become associated with 
the activities of the IMHE Programme and to 
make a preferential classification of the themes 
they would like to study. Analysis of the replies 
to this request showed that co-operation between 
seven French institutions (Universities of Dijon, 
Grenoble II, Toulouse-Le-Mirail, Toulouse-Paul- 
Sabatier, Paris I -Panthdon-Sorbonne, Paris IX- 
Dauphine, Paris X-Nanterre) was immediately 
desirable and feasible on the general theme "Ana- 
lysis of unit costs and budget control procedures". 
On the initiative of the Programme Secretariat, 
the representatives of these seven universities, 
joined by delegates of the Catholic University of 
Louvain, the State University of Liege (Belgium), 
the University of Fribourg (Switzerland) and 
later, the Bavarian Institute for University 
Research ^and Planning, were able at several 
meetings gradually to define the general orien- 
tation of their joint projects ^, 

It was not by chance that preoccupations 
tended to converge; the Law on the orientation 
of higher education passed by the French Par- 
liament in 1968 gave the French universities 
autonomy of management and thus broke with 
long-standing tradition (at least in principle). 
At the same time, the realisation of the growing 
cost of education made a rationalisation drive 
urgently necessary. Questions needing precise 
answers are frequently asked about the allocation 
of resources among the various disciplines, the 
unit costs of graduate output, the method of plan- 
ning or evaluating university programmes, the 
criteria for determining their efficiency. Even 
within the universities an increasing number of 
senior academics, researchers, "managers" and 



The work done by the seven French univer- 
sities is Jointly financed by the French Mi- 
nistry of Education (55% of the total cost) and 
Shell-France (45% of the total cost) under an 
agreement concluded between that Company 
and CKRI. 



teachers, feel more and more strongly that the 
university should seek to fulfil its purpose by 
allocating its limited resources efficiently, by 
using modern management techniques adapted to 
its specific activities and by systematically 
studying its internal operating methods. 

These general preoccupations are the basis 
of the research undertaken by the French group. 
Starting from the observation that in most French 
higher educational institutions it is difficult, even 
impossible, with current management methods 
and established information systems, to meet 
the legitimate concern for rationalisation of 
choices referred to above, this study seeks , to 
create the first methodological instruments of 
modern university management based on the 
preparation of activities and systematic control 
of their performance. 

GENERAL ORIENTATION OF THE WORK 
OF THE FRENCH GROUP 

Since studies on the same subject have been 
carried out abroad, it may be asked whether the 
French group could not have been content simply 
to adapt the methodology already used elsewhere 
to the case of the French universities. But in 
most cases the objectives and types of cost en- 
countered in the foreign studies available were 
rather remote from the concerns of the French 
group. The study that came nearest was the one 
carried out by the NCHEMS 2 but the far-reaching 
differences in structure and operation between 
universities in different countries made any simple 
transposition of the method impossible;. 

Professor J. B^nard's conti ibution^ enabled 
the French group to formulate an appropriate 

2. National Center for Higher Education Mana- 
gement System 

- Cost finding principles .:nd procedures 1971. 

- Implantation of NCHEMS planning and ma- 
nagement tools at California State Univer- 
sity, Fullerton, August 1973. 

3. J. B^nard: "A systematic economic approach 
to university cost analysis". University of 
Paris I, 
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methodology, each research team finding its 
objectives placed in a broader perspective, Tlie 
universi^* cart be considered as an "organic com- 
plex of activities", as a particularly complex 
production syHtein, insofar as its objectives are 
seldonn explicitly stated, its outputs often diffi- 
cult to identify, and some of them hard to quan- 
tify and impossible to evaluate. The study of 
costs should make it possible to discern thet)per- 
ation of the system more exactly and to bring out 
the interrelationships between subsystems, whicli 
are often inadequately perceived. 

It should be emphasised forthwith that the 
unit costs which it is proposed to calculate will 
mostly be retrospective average costs: these 
are positive costs and not normative costs which 
would require research on the average "quality" 
of outputs or the effectiveness of the pedagogical 
resources employed, and such research is 
beyond ihe present scope of the French group 
having regard to its available time and resources. 
However, this study which is relatively sin;plo 
in principle (but which requires great efforts 
since most of the French universities have very 
little information available) makes it possible to 
initiate an interesting analysis on the causes of 
the differences emerging between the various 
costs: within the same university, explanation 
of tlie cost difference between various types of 
instruction; between several universities, ex- 
planation of the cost difference for various 
diplomas. Cost comparison sfiould therefore 
enable those responsible to realise tlie impact 
on costs of the specific characteristics of the 
institution and of its various activities. In ad- 
dition, on the basis of an in-depth study of the 
structure of total costs it should be possible to 
envisage the calculation of certain 'marginal" 
costs, e.g. cost of accepting one additional 
student in a unit of value (or course), cost of 
opening a new unit of value (or course). 

Analysis of the university as a production 
system implied for the French t^roup the need to 
identify the outputs of a higher educational insti- 
tution I . 

A distinction immediately emerged between 
final outputs and intermediate outputs. This , dis- 
tinction is base'Ll on the delimitation of tlic pr'o- 
ductive s^'steni, i.e. on the definition of tiie 
selected ' decision-maker". Among the possible 
options (WFR or department, university, edu- 
cational system, State, Na^'on) the clioice made 
was the university as part of the educational 
system. Consequently "final output" will denote 
any finished or unfinished output ha\'ing under- 
gone a process of transformation within the uni- 
versity, after whit:h it is offered to the conimunity 
through a real or fictitious market. An output 
will be intermediate when the demander will of 
necessity be the univer*sity itself. 

We thus have tlie following t:lassifit:at.ion: 

- final outputs 

- of instruction 

- of research 

- ofpuh'' (■ " vice activities 

- acces 



K G. Catoire. C. Piganiol: "identification et 
me sure des produits de IM 'ni ve rsitc" (Id en - 
tification and measurement of universit\' out- 
puts). University of Parus X - NanterM-e. 



- intermediate outputs 

- services 

- administration 

- miscellaneous, 

- outputs awaiting allocation. 

Tile Frencli group decided to concentrate on 
the calcmlation of costs of main final outputs, I3ut 
the problem is posed in very different terms for 
instruction and for research , As regards re - 
search, it was found that in the present state of 
the work on measurement ofi'esearch outputs2, it 
would be practically impossible to move from 
global costs to significant unit costs; this does 
not mean that research costs will be disregarded 
but that it will be necessary to limit the exercise 
to calculating the share of research costs in lotal 
university costs. As for instructional costs, 
outputs are easier to identify and quantify than in 
the case of research. However, the problem of 
calculating costs is posed in very different term^ 
according as the unive rsity does or does not have 
information available on scudent flows and costs 
over several years'^. It also differs consijder- 
ably according as a department provides all the 
courses for a given diploma or only a few of 
tliern'^. Lastly, a clear distinction must be 
drawn between degrees or diplomas with a time 
structure (e,g. "Licence" in 4 years) and those 
based on units of value (or "credits") without a 
I J . Y , b (? i n g really located in a y a r , For an 
analy.sis of these various situations it was neces- 
sary to determine beforehand the costs to be 
taken into account, and thus to delimit the field 
of obser'vation. Focussing tlie analysis on die 
department would have been too restrictive in 
view of tlie centralised nature of the Frencii edu- 
cational system and the very small margin of 
discretion left to the departmental Director. 
Ix)cating the problem at State or national level 
would have opened too wide afield of investigation 
for* the context of the study and one rather remote 
frtim tile immediate concerns of the university 
authorities. Accordingly tlie university \vas 
selected as the frame of reference, which implies 
that tile primary "decision -maker " is the sup- 
jjosedly autonomous university. 

Delimitation of the field of observation is 
certainly a necessar>* step, but it is insufficient. 
The Frencli universities are in a special budget- 
ary situation: their management autonomy is 
limited to wliat is conventionally called the '^uni- 
versity budget", a simple operating l^udget ex- 
cluding of course capital expenditure , but also 
teachers' salaries and a large part of tiie remu- 
neration of administrative, technical, tipinual 
and service personnel, for which the .^tnte is 
d i r e t ■ t ly re spon s i b I e , 



2. C. Fclievin: "Aper9U sur d'activi tc de re- 
cherche des universit(^'s, son coQt et son out- 
put" (Survey of university researeli activity, 
its fost and output), Ihiiversity of Grenoble 11. 

'i. The store of information in French univer- 
sities is extremely poor; of the 7 tiniversities 
in the group, only two (Dijon and Tou lou.se- 
Saljatier-) have compleie statistics foverdng 
sevc!*al yea rs , 

4. A . f^aljeau: "Ftude structure lie de ce r*taines 
formes de plui*idisciplinarit(> dans 1' Unive r- 
site de Paris X-Nanterre" (Structui-al study 
of certain forms of pluridisciplina rity in the 
University of Paris X - Nanterre). 
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Taking a naiM-ow view of "l ost" calculation 
at I. '.'('I'sity U'Vt'l. oni' might consider only 
cxpi-tu "urcs passing thiN)ugh the university bud- 
gi'l, iiic lijiiinu the various related budgets (uni- 
vei'sKy hbi-ar*y. spoi^ts centre). liut suih a cal- 
culation would he of little inteiM'st, for vjirious 
i-easons: it wouid take account of only part of the 
costs derivitig from tlie existeuL L' of the univer- 
sity; any conjpaiusoii with f(ji*eign countries 
svouUl be impossible; and the univei-sity's nia- 
tuigcruent autonotny does iipply to the whole of its 
budget cvcji if current l)U(lgetai*y pi*ot:edurL' 
impos(?s certain Lcjustraints on such autonomy. 

*Ciie I-*rcn<;li gi'oup tiu rrforL' (U'cidcd not to 
adopt this narrow approach iind to widen the field 
of investigation. ConsequeiUly tlu' fii\st sti^p is 
t(j identify tlic cost of nil the resources availaole 
to the university (pei'S(jJinel, i)i)ei*aiioii. plant, 
ecjuipment, buildings aiul land) and tliL' various 
foi*tns of assistance provided by the State to 
students. Moi-eover, tliis implies llw deliberate 
adoption of an "economic" approach and not a 
pui'el> aecourUing oiu': firstly, because the fixed 
asset d»'pi*t"L" iation wliich it is proposed t») take 
into <-onsidei'ation is an ecronoinie cost wliich 
d<jes not as yet appear aii\ where explicitly in 
f)ul)lic acc(junting; secondly, hec.ause the ap- 
pt*(jach pr(jp()sjed fo!" laiu! and buildings I'clates 
typically to the economiL- concept of oppomunity 
c(jst (cost of what is t*oregone). We shall go into 
tliis in greatei- detail whiMi dealing with the main 
t\pes of cc^sts. 



TKKA TMKN T Ol-* MAIN ( A'l KC'.OKiKS 
OK COS1S 

l-'oui* main t\pes of eosts wei'e I'ctained: 
pei'sonnel c<:)sts. capital costs, of)ei\'uing costs, 
transfer costs. At the pi*csent time it is essen- 
tially the fii*st two typL's that have hceii tlu' sub- 
ject of the most thorougli discussions on inetliod 
and the most detailed infoi'ination searches. 
Without going into too great technicalities^ , it 
may be of intei*est to desci*ihc the broad lines of 
tiie a}jproa(d], 

l^et'.soniud l osts 

This cost is cssemially an aecounting cost 
whose componc '.ts appcai* globally and indivi- 
duall\ ill the finaneial documents of the univer- 
sities and tile Slate. Hut as regards tlie identifi- 
cation and precise evaluation of tliese vai*ious 
components, the l-'ient:li gioup ha'l to dec:ide 
between three sets of alternatives. 

1st alternative: b».*nefits appi-oach oi- comrilju- 
tions appi*()ach. The cliai g' s to bv adiied to tlu* 
main i*emune ration compunt.'nt should bi* evaluated 



1, Nothing pi-e\-onts the univei\sity fro asking 
for a post in a L crtain Lliscipline to br ti^ans- 
for.ned intn a post in anothei- discdpline 
(though the pust nuist Ije vncant. as l''i*eiu;h 
teaciiei's enjos' the cmph^ymcnt guai*antees 
( ha j'ac t e I'istic of liie public sei*vice). 

L\ \\\ tht;'se pi'oblenis ar-c wirleiy discussed in 
"Methofies dc calcul des coiV- unitaii es d'ac- 
tivites et dc pi*oduits diois Ics univer\sites 
franvaises" (Mcttuxis of e;i 1 eu lating unit costs 
of activities ioul ^ntputs in I-'ihmicIi univer- 
sities) (Ch, :M b\ A,, l5abL'an. ('. (.Ossu. 
S, C'uenin. 1st vccsion. SepU'inl)».' r 197:^. 



by taking account of the benefits actually pro- 
videil if we ai*e detei-mining cost to the nation, 
but of c:ontril)utions if we are looking aUhe matter 
from the employcM*'s angle, in this case the Mi- 
nistry of lOducation or the university. The Frencli 
group finally adopted the contributions approach. 

•riuj IvUA'rpiUiyj^^^ individual estiiuate or average 
group estimate? Should the nittnod described 
above be applied individually to eacdi staff mein- 
ber or siioulcl we be content with a rougher esti- 
mate, for instance i)y grouping certain staff 
memljers with common characteristics? The 
second solution was adopted, specific proposals 
being nuide as regards teacliing personnel, re - 
searcl^ personnel and administrative and tech- 
nical services. Hero wo see an important cha- 
racteristic of tiie French group's approach, i.e. 
reasoning on average cost or "smoothed cost", 
smoothing i^eingdone within coherent regroupings 
eii minat mg insignificant individual differences 
only, 

3rd alternatjve: oljservations throughout the pe- 
riod envisaged or sample sur*vey? Between the 
extremes of a complete analysis and a study of 
the university pe rsonnel situation during the 
month considered most representative there are 
obviously many possible intermediate choices. 
In view of the diversity of situations, the French 
group thought it preferable to leave each univer- 
sity frL'C to use the method it considered expe- 
dient. 

After :. ;/ these choices it was necessary 
to work out hod of analysis common to the 

whole group .! . . w of the size of the remunera- 
tion appropriati <: and the complexity of the cor- 
responding cost. While indexed reniunei-ation 
(gross indexed salary + residence allowance) 
offers no problem, the various allowancres and 
benefits received by both teaching and non-teach- 
ing staff form such a complicated tangle that one 
is forced to make a number of simplifying as- 
sumptions. The task becomes considerably moi*e 
complex when taking into account salary-related 
charges (fiscal and social charges), which it is 
aljsolutely essential to do; of course these are 
only the so-called employer's contributions, ths 
proportion for which the employee is liable being 
aii-eady taken into account inthosalaiy and al- 
lowances he receives. Two practical methods 
ai*e suggested to the universities; the first will 
be applied preferably in universities possessing 
data ovei* a long period and wishing to know the 
trend of personnel costs without spending much 
tin:>e on collecting information on staff payrolls; 
the second may be used in univei*sities wishing 
to know personnel costs over ashoi^t period (e, g. 
one or two years). Of course both melhc ds lead 
to tlie same result. 

In conclusion we should point out that the 
case of retirement pensions for established staff 
\sas reserved and that owing to the lack of data 
no ( ' St to tlie State is entered undei* retirement 
pensions . 

C^apitc^l L-osts 

As evaluation of (.'apital costs is pi-ac tically 
excluded in Frenc h publii^ accounting, the Fi-ench 
Liroup had to develop its own methodology and 
compile tlie information needed for evaluating 
this cost. No relial)le norm could be established 
for the life of fixed assets, and tlu' "expert's 



opinion" appeared to the French group to bt^ Uu* 
best solution, , As regards the value of fixed 
capital, •it aj>jjears necessary to use the replace - 
ment value in cases where information could he 
obtained on purchase or construction costs ^; 
the discounted value will then be expressed by 
applying an appropriate coefficient to the pur- 
chase value. Buildings for which no infor.mation 
Is available might be revalued on an esiimate of 
the current cost of premises of the same area 
and the same location. 

Thereafter the (annual) cost of fixed capital 
can be determined without difficulty, provided 
that a clear distinction is drawn between tlie two 
possible levels of decision-making at whicii it 
might be established. At current management 
level the concept of accounting cost - depreci.t- 
tion cost - will be retained. On the other hand, 
at a higher level of decision-making cost is de- 
fined in terms of alternative uses that must be 
foregone; it is then necessary to introduce the 
concept of opportunity cost in order to arrive at 
a specifically economic cost. In the context of 
this study a rate of interest will therefore be 
applied to fixed capital in order to take account 
of the financial charge represented by such il- 
liquidity and of the consequent cost to the com- 
munity'. 

The fixed capital cost will thus be evaluated 
by applying the formula of constant annual de- 
preciation which gi'oups physical depreciation 
and the financial charge deriving therefrom. 
For land which has nn unlinuted life, there is 
obviously no need for depreciation; on the other 
hand, there is a financial charge, in the context 
of alternative uses, which simply corresponds to 
the product of the current value multiplied by the 
interest rate. 

The value of this rate nlso had to be deter- 
mii*od; the French gi^oup proposes to adopt a I'ate 
of 10%. which corresponds to one of the discount 
ratr s used in the preparatoi\y \vu!*k on the I'^t ench 
vith Plan, 

Operating costs 

These are costs appearing in the bud^U'l of 
the institutions studied, with the- exception ofpei*- 
sonnel costs, capital costs and transfei* costs. 
Such costs refer to commiiment accDuntin^j and 
tlieir nature is given directly by the budget. 

As the budget year does not coinc:ide with 
the academic year, a frame of reference has to 
be chosen. A pi*iori. two solutions wei'c [pos- 
sible: to choose the Inidgel yeai* and "adjust" 
student nunil)ers takin^^ nccouni of enrolments 
over two academic yeai'.s; oi to select the aca- 
demic yeai* and calcukitc "romtnitments" foi- 
that period. In the end tlie latter solution was 
adopted, vat*ious technifjues lieing proposed for 
expre.ssii':^ operpting costs in tliis framework. 

In adJition, insofar as interrelationships 
between university services are not systematic - 
ally list«»(l and tlio French group's objective is to 
achiev. ;> fine breakdown of ope rating costs, tlic 
only possibii't\- is to use fairly arbiti*nry rules 
of allocation. Various i-econiniendations \ver</ 



1, G. Harnard: "Note sur le i^ati'in.oinr del'U- 
niversit^' de i*aris X - Nanter-i*e'' (Note on th' 
capital assets of the University of Paris X- 
Nanter re) . 



made on this subjoc:t and work is currently pro- 
ci;eding on these various points, 

r ansfer costs 

Under this item we find (!Osts not yet listed 
and constituting aid disbursements to the student 
and/or his family. The 1^'rench group has just 
started on the treatment of these costs, which 
could be calculated fairly rapidly if the study was 
limited to direct aids alone (fellowships, various 
allowances). It would however be far more com- 
plex to evaluate the costs incurred through in- 
direct aids: university welfare institutions. State 
contribution to student social security scheme, 
etc, 

/Ml these costs - personne.^ costs, capital 
costs, operating costs, transfer costs - must 
be the subject of a detailed breakdown. For an- 
other basic characteristic of the French group.' s 
approach is that it is microeconomic. starting 
with the finest possible instructional oi admi- 
nistrative "output units"; recourse to cfc/*.ain 
methods of private business accounting and tric 
use of certain concepts of activity analysis prove 
very revealing in this connection. 



USF OF ACTIVITY ANALYSIS 

Ifow can we analyse productive ac:tivity in a 
liigher educational institution? The French group 
found it impossible to apply cost-efficiency ana- 
lysis directly, since data on production alter- 
natives were inadequate, cost functions unknown 
and appraisal of output "quality" very uncertain. 

In the same way input -output analyses liad to 
be rejected, in particular because not all pi*o- 
ductions (notably research) could be quantified. 
Activity analysis seemed more appropriate to the 
objective pursued; tlie procedure here is to 
breakdown the productive process into two stages : 

1, Consumption of inputs for an activity 
c(5ntributing directly or indirectly to 
production; 

2. Combination of activities for a ^dven 
production permitting measu rement of 
returns, 'I'his second stage cannot be 
taken into account for productions not 
strictly quantified. 

Tins ty[)e of analysis is therefore based on 
an exhaustive study <jf sti'UctuiX's; it includes 
supportini: an(i adi]]inisti*ative activities and pro- 
duction of intermediatt.^ outputs; for this i*eason 
it pei*rnils useful thinking on university organi- 
sation, cost foi'mation and conti'ol; lastly, a 
detailed knowledge of existing processes is the 
basis of a substitution study of pi*oductive m< thods 
and makes it possible in the long run tocaru-y out 
(iff ision- making analyses. 

I 'finition and classification of the 'o asic cell of 
the system: the l.'KA (Klementary '^nit of Acti- 
vity ) 

TiYr analysis of the activity stiuctu!*e and 
)!ie desire foi* nnixiinum disaggi'e^^ation in the 
light of existing information possibilities led to 
a definition of the basic cell of this t^yslem: 

The Klementary Unit of Activity (I.'KA) is 
the f'mploy riient of tlie smallest set of i*esour*ces 
co-oiniinated into a pi'ocess in ot*der to obtain 



one (or more) oulput(s) or onv (or moi't*; ser- 
vice(s), t'ithor final or inte riiu'diaic . 

"I'his cDrici'pl is not lU'W; it is (|uilt' simply 
llu' h'rt'iirh aM:il_vti<;il juroiintin^ method of so- 
calk'd "h(tino(M'M«'(jiis srcijons" rcconi mciu.U'd by 
t.hi.' French Act-ounlin^ IMan. It cover's the same 
thi'ei' essential recjuiremenis: 

- Homogeneous unit of aetivity: tiie rom- 
l)iruition of inputs is a. single proeess with- 
in tht' [.v)A ,nc)!,e that the oUier tuo re- 
f|uireinents may le';J to .acceptance of 
siniihir pr-oresses \s iifi the same ohject); 

- Cost centi'c: the I'lvA is capable of .,vdn^ 
"I'l'^ai'ded as likely to he the suijjecl ti' a 
spi.'cific re^M'oupin^f of chartjes or costs", 

- IU'sp(,nsihility centre: tfie ['K.\ is phu cd 
under a sinuie authority; this [)C!.:! is 
essential only if the aceountinj^ sv: is 
ni'it'fUed towards huduetai'y eontr-ol. 

Wlu'i'evei' possible, an I'ffort should be made 
to elaborate a unit of \S(ji'k, i.e, a unit of measu- 
rement ol the level of aeli\'it.\ of the { i;i\'inji 
th»' bc-sr explanation of injmt eoiKSinupt:on or cost 
{at fix'Ml priei's and technologies). 

"l ite f iassification adoiHi-d is similar t(.i that 
ilcfincti in the "Pi-(j^ram Classification Structure'' 
(PCS) ()f NCll i:.MS, l)Ut does aot coincide e.\ac-tly 
with it. 

- Dirtctlv productive Cl^As: 

inst ruction ; 

- I K:\ of research (no unit of vsork as the 
output is n(jt (j jant ified); 

- \ '\'.:\ of public service. 

- Irdireetly prochictive I I'! As: 

- TTT.Ts stippl\ im^ sT'r\ ices; defined by 
tile fac; !hat ilieir output is m(*asurable 
and */r'fe<'ti\fd\' measured, it is possiole 
ro find m this ( afej^(ji'> fictitious l.'KAs, 
i.e. not cor I'espoiuiini; 'u n real (ji\'i- 
sioii of Uie institution i)ut forniin^^ a c(jst 
cei-ti'e ibuiidiri^^ (Mjsts); 

- arlininistraidve I i';As: either' at insti- 
lurion level or at {'Kll le\-ei; 

- miscellaneous i l^As: not coming into 
tile two prevKJUs cateuor'ies eitln'r l)e- 
cause their object is different or- because 
their* sei'vict s ar'e not measured. 

It shdubl he nou-d that indir'ectly pr'otluctivo 
i'i'^As can accessf^rily pi'f>\'i(le final outputs {c.l:, 
ass iizn n lent s of services). 

Acti\'it\- costs 



I'h I • pr i ma r\ objective is lo calculate |.ilol)ally 
^he complet*,' cdst i>f each \'\-'..\ and then to de- 
duce fi'om it ami ( osts of a(;ti\ii\ foi' l-l'iAs 
havmu a uidt of .vfirk . 

ll shoubl n(>re(J tluit the d'.'aree (jf cer- 
taint\ with which consunipiions of inputs by each 
("I'-A ai'c known is a vai'iable: in this {jer\spective 
the I'^r'eru. h ^r-oup was led ;ii distinguish three 
c c) •. * c.-j t(>^or ies : 

- du'ee: costs defined as a 1 1 ' 'ha r-^U' s di r'e(; 1 1_\ 
appiirtioried to the {'\\.\ in fjuestinn; 

- se mi -di r'ec !. COS' s : all cMiir'L^es afjpcM't ioned 
it) a rf\A <iffer trroisit in ann;Jar ri*A 
(suppiy nf sef'/iccs) :)s a result of con- 
si rnprion of Mijtpu: of :he sec(jnd I'f^A 
by 'he first saeli eons-ampf ion bein^ knowi") 
perfecil\- in ()h\yica! t^'rtns; 



- indirect t;osts_: nil charges apportioned in 
a UK A after- transit in another UEA (sup- 
ply of services) as a result of consumption 
of tfie outputs of the second UEA by the 
fii-st, such consumption being merely esti- 
mated by an allocation laile (non-measui'- 
able output). 

t )n tfie basis of this classification the pro- 
( edu foi' calculating global costs of UEAs 
eonijirises thi*ee stages: 

- Stage I; allocation of dii'eet costs t(j UEAs; 
all university costs as previously defined nuuu 
lie fully allocated to all UEAs with the exception 
(jf some diiH'ctly concerning students (student 
aid) and thus directly I'elated to anoutput without 
i'efei*enee to the activity concept. 

One important point should be stressed: the 
I'l-eiich gr'oup found it impossible to consider 
that teaching personnel costs wei'e only instruc- 
tional costs; in fact, even if the statutory service 
obligations apply only to teaching hours, teachers 
have other acti\'ities such as scientific research 
and adniinisti'iition of higher educational institu- 
tions. Salai'v co'::ls correspond to all these acti- 
vities. VViiat pr'oportion should be allocated re- 
spectively to teaching activity, research activity 
am' administrative activity? In the absence of 
ot.ier' data^, partial and local surveys were ini- 
tiated on the time budget of university teachers^. 
On til is (imperfect) basis it will be possible to 
irnpi'ove the dii'ect cost allocation proc:edure and 
at least to avoid the eri-or of i*e gar' ding time 
spent by teach ei\s on university administration 
oi" rosea r*(di as representing no cost. At the 
same time pai*t of the teaching personnel costs 
will obviously be allocated at least pi*ovisionally 
to UEAs other than teaching UEAs. 

- Stage 2: semi -direct allocation; t^»e cost 
ulhicated to UEAs supplying measured soi'vices 
is appornioned among UEAs receiving their out- 
put in propoinion to consumption; it is essential 
To take' account of r'eciproc:al services and desir- 
able to measure self-services. 

- Stage 3: indirect allocation; the semi- 
tlii-ect cost of adrninisti'ative and miscellaneous 
liEAs is apportioned among recipient UEAs in 
pr'opoi'tion to the rules of allocation designed to 
estimate unmeasured consumptions. Tlie fact 
that it is difficult to link general service UEAs 
to directly productive UEAs without going through 
depar't mental administr'ative services implies 
two-stage tr*eatmont: 

- apportionment of general service costs 
among departments; 

- apportionment of administrative service 
costs of departments (including theirshare 
of general service costs and their share 
of tca(diing personnel costs resulting from 
the administrative duties performed by 
eachei-s) among the directly productive 
UEAs constituting them. 



C. l^chevin: "Ue budget temps des ensoii^"anti 
dans les univer'sit<f's fran9aises" (The time 
budget of teachers in E rench uni\'er\sities), 
Univer-sity of Crenoble 11. 

C. Pigrmiol: "Enquete sur le budget temps 
des enseignants de I'Universit^ dc Paris X- 
\anteri-e' {Sui'vey on the time budget of 
tfac iiers 111 tlie ('niversity of I^aris X-Nan- 
t e r r-e ) . 
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At the end of this work total costs are to be 
found in the aocounts of the direetly productive 
UEAs. tletor mining (heir complete cost, with the 
exception of the cfuir^^eK directly alloc»aed to 
output accounts. 

The work is currently in progress in the 
French group which decided to try out the pro- 
posed methodology by calculating the activity 
costs of the same course in different universities; 
quantified components are therefore available at 
the beginning of 1974^; such evaluations are of 
course only provisional and fragnientai'v , Com- 
plete alculations will be carried out in the first 
half of 1974, the methodology having been sup- 
plemented in the light of the thoughts provoked 
by the first series of calculations. 

ACTIVITY COSTS, OUTPUT COSTS 
AND RATIONAL UNIVERSITY MANAGEMENT 

The interest of a relatively fine evaluation of 
activity costs remains limiter' to the comparison 



1. a) M. Clerc: "Note sur I'analyse des coQts 
de personnel de 1' University de Toulouse- 
Le-Mirailpendantl'ann6e 197 1-1972" (Note 
on tlie analysis of personne' costs in the 
University of Toulouse-Le-Mir^iil during 
the year i97 1-1972). 

b) S. Cuenin: "CoQts unitaires d'activitC*. 
Premiers rOsultats" (Activity unit costs. 
First results) University of Dijon. 

c) G, Hamard: "Note sur le caleul des coQts 
'Unitaires des diverses categories d'ensei- 
gnanis de I'UER de Sciences Economiques 
de 1' University de Paris X-Nanterre" (Note 
or, the calculation of unit costs of tiie va- 
rious categories of teaciiers in the UER 
(Economics) of the University of Paris X- 
Nsncer re) . 

d) B. Barbaudy, M. Jeudy. O. Kebiri, M. 
Potez: "Premieres ol^servations et r^sul- 
tats sur I'analyse du coQt du personnel on- 
seignant et des flu.x d'utudiants dans lUJER 
26nie cycle de gestion de I'University de 
Paris IX-Dauphine" (Fii*st observations 
and results of the analysis of teaching per- 
sonnel costs and student flows in the VKH 
2nd cycle management of tlio University 
Paris IX - Dauphine). 

(•) G. Hamard: "Note sur le coQt global en 
salaire des UFA de PUEK deSciences Ec(j- 
norniques (ler et 2L*nR' t-yulr's) d*:' I'Uni- 
versity de Paris X-Nant-'rre" (Note on tht; 
total salary costs of L'EAs of the liER 
(I:.'conomics) (1st and 2nd rycles) of ihi- 
University of Paris X - Nantei*i*e). 

f) G. Catoire: " Afft'ctaL.oii des coCits directs 
en capital aux unites elCMiieiitaires d'en- 
seignement de I'Universiti' de l^arisX- 
Nanterre" (Allocation of direct capital 
costs to elerjcntary units of instruction of 
the University of Paris X - Xante i-riO. 

g) C, Cossu et al. : "M^thodologie employee 
par l'Universit('? dc Paris I pour le c alcul 
des coQts en personiiel" (Methodology eni- 
ployed Ijy th*.^ University of I'aris I for tfu' 
calculation of pt . oonnel costs). 

10 'J. C. Castagnos. N. Communod, C. l-che- 
virt: "Essai d' (^'Valuation (ie:-j coflls des ac- - 
tivitef'S universitaii*es. Modele KCAU l" 
(Tentative evaluation of university activity 
costs. ECAU' I model), Nos. 1 . 2 . :i . U'liT- 
versit>- of Grenoble 11. 



of real states in space or time. Attention should 
be drawn briefly to two possible uses of such 
costs in the projects of the Fr'cnch group. 

IClaboration of output costs 

It is feasible to calculate output costs (july 
if the outputs can be described, enumcr'ated and 
counted. In the present state of knowledge, these 
conditions limit the study of final outputs to in- 
structional outputs alone, i.e. students who have 
taken par*t inone or more instructional activities, 
subject or not to contr-ol. 

The classification will be based on the cri- 
terion adopted for the "field of study", i.e. the 
higher educational institution; this will make it 
possible to distinguish the following two cate- 
gories: 

1 . iLLil^lLpyl^R^L^^l.oi'.in.-'lCyj^ students who 

have decided to leave the institution or who hr?ve 
obtained a particular degree of qualification (ai- 
ploma or attestation) permetting them to leave 
the institution with a recognised qualification of 
higher level than they bad on entering it. 

Here we find: 

- griiduates: whether they leave the insti- 
tution for good or remain there to obtain 
a higher degree. 

" non-graduates who leave the institution 
either because they are giving up their 
studies after partial success oi' after fai- 
lure, temporarily or finally, or because 
they decide to continue their studies in 
another institution (transfers); it should 
he noted that if the field selected were the 
educatioT system the lattei* would be 
i*e gardt.1 . intermediate outputs. 

2 • l.H^ S: ^ '"Todiate outputs of j_n s 1 1 * uc ti o 1 1 ; stu- 
dents who have decided to remain in the institu- 
tion an<l who have not obtained a degree; a dis- 
tinction will be maHe between: 

- students in tn.^ process of training, 

- repeaters. 

This distinction based on the criterion of a deci- 
sion implies an accessor*y third category out- 
puts awaiting allocation, which covers students 
who have not obtained a diploma and have not yet, 
at the tinie of the survey, taken tne decision to 
f'ontinue in the institution or to letive it. 

Outputs having thus been defined, the transi- 
tion fi*om at.tivity costs to output co ^ts can then 
OL- made, l.i'it thei'e ai-e very real d'Tficultirj. 

'['he development of pluridisciplinariiy, thi' 
lu'eakdown of each diploma into options and the 
possibilities of subject choice make it almost 
inipos sible to define homogeneous diplomas; 
moreover*, the fact that each student proc eeds at 
his own pace, as a result of possible repeats, 
makes it difficult to study cohoi'ts, particularly 
since many universities are of i*ccent <M*eation 
and tiicrcfor'e have no historical drita. 

The only th«/oretically simple solution is 
then-fore to have a file recording the inrlividual 
progress of each stuflent; knowing the instruc - 
tional activities in which he has participated, his 
successes and failures, etc.. it is then sufficient 
to give a value to each lastructional UFA to 
obtain the cost of eac.'h student, whetluM* lie is in 
pro<'ess o^ training or has finished. 



It is then easy to rearran^a* in (.'ategories 
accordinfj to tho criteria of the analysis iti order 
to determine averaj^e costs of outputs. 'I'he ab- 
sence of liiKto: i<'al (lata in most unive r\sities 
means tlial tliis par-l of the |)r')jet.'t can he carried 
out only in a few sjK'cial cases, 

Hatiot ial ui live r si t y jnann^awucnt 

The evaluations made can contribute to the 
impi'ovetnent of P'rencli university management 
on two points: 

a) lUid^uMary control in the slrict sense 
would be meanin^dess in the Kr*enclj educational 
system, However, a c ertain measure t)f contr*ol 
^^/might be established according t(j tlie followitig 
procedure; 

- Determination of "nortnal" activity cost 
functions of full employment, ba.sed on past 
data corrected for wastage and other mis- 
uses detected, and un productive processes 
assumed to be intai\gible. 

- Application of these functions at the level 
(jf activity normally re(]uired for the real 
"external injjuts" of tlie year stuiiicd. 



- Control of the differences between activity 
budgetary functions adjustjed to real rc- 
(juirements and real costs *by r« method 
such as variance analysis. 

b) Contribution to decision-making in the 
context of a simulation model. Application is 
obvious (study of additional cost consequent on a 
fjedagogical experiment, cost of a brochure, 
poster, etc. ), provided of course tliat there is 
no attempt to draw normative conclusions; si- 
nuilation cannot be substituted for decision- 
nuiking, it can only help to throw light on the 
[)rocess. 

For the universities in the French group as 
a whole, retrospective knowledge of costs is not 
a goal in itself; even if a great deal of time and 
effort is at present Ijeing spent on the thankless 
task of collecting data, identifying information, 
investigating teacher time budgets or the internal 
functioning of administrative and technical ser- 
vices, it sliould be remembered that this work 
is meaningful only when viewed in its true per- 
spective, luimely, to improve decision-making 
and mana (Jement procedu res in the university 
system . 

G. AFiRAMAM-F^ROIS, 



NrjTt Uyv I tie reatl»'!* 

Tlie (loeuments i'eferi*ed In in the above article, resultitig from the work done by tlie groups of 
I-'rerich universities can l>c made avail.jhlc (in Fr*ench only) to representatives of the memljer insti- 
tutions of the IMHl' Programme. Ke(|uest.s should stale the exact title of tl\e document(s) wanted and 
may l)e madr <,'itlier to the Pi-om-.-nnme Secreiariat or U) Pr-ofessor Gilbert Abi*aham-Frois. UER de 
Sciences l\cf>n(>nii(jUf s. I iHversit»' df Paris X - Nant» i-iH\ 2, rue de Rouen, 92001 Nanterre - Cedex - 
France. 
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